DOCOHEHT SESOHB 



ID 115 768 



CE 005 589 



XDTHOJl 
TITLE 
PUB DATE 
HOTE 

EDES PEICE 
DE3CEIPT0RS 



Johnson, Charles, E*; Shearron, Gilbert F* 
Specifying an^ Writing Occupational Competencies* . 
75 . • ^ 

29p* 

!!F-$0,76 HC-$1,95 Plus Postage 

Educational Programs; *Instructional Design; *Job 
Analysis; Job Training; ^Perfornance Based Education; 
♦Performance Criteria; Program Descriptions^ 
Vocational Education 



ABSTEACT 



instruction 
preparation 
.leariiing to 
are: (1) an 



Competency Based Education (CBE) is a system"^ of 
which holds that the learner has completed liis 
only when he effectively does the job he has been 
do. Three. m_ajor assumptions which form the basis for CBE 
educational program should, prepare the student with 
competencies to effectively do the job ^he is learning to do; <2) an 
educational program should make the best use of all resources; and 
(3) an educational program 'should be designed, developed, 
implemented, and revised by management approaches which effectively 
and efficiently operate all of the various parts of -the program in 
concert. Occupational competency may be classified as skill oriented 
or process oriented. Personal attributes complemei^t the training of 
an occupational competency. The preparat'ion of statements for., 
competencies requires more detailed descriptive statements to help 
others understand What is meant when the ^competency statement is 
used* Four source:^ for identifying competencies fot any giiXen 
occupatioji include job performance,, analysis of ^ob description, 
product analysis, ^nd consensus. (The document is presented in a, 
simrplified approach to introduce CBE to those unfamiliar with the 
more complex concepts in much of the available literature.) 
(Author/EC)^ 
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^ ^ Preface 

This booklet is an introduction to competency based education (CBE) 
as the authors understand and use this concept of educational program 
design, development and implementation. It is written to be understood 
by persons who want to know about CBE but are not sufficiently oriented 
to read without^ considerable effort much of the available literature on 
this subject, ^ C 

Because this pn^esentation is to a large extent a »^*siiifplified > 
approach" it is subject to the justifiable criticism of those scholars 

who insist on preciseness in the definition of terms and consistency in 

. * / / 

the u5e of those terms once they have been defined. 

Charles E. Johnson ^ , 

^' / Gilbert F. Shearron 



, . V , COMPETENCY BASEQ EDUCATION \ 



^Competency based education (CBE) is a system of instruction which holds 
tliat the learner has ^completed hi^ preparation only when he effectively does 
the job he has been learning to do, CBE maintains that the more traditional 
systems of education are characterized by s'tudents accumulating, organizing 
and classifying knowledge, or by participating in' required learning tasks. . 
CBE maintains that these learqing activities are insufficient preparation 
for actually performing effectively on-the-job. 

CBE holds that competency is prinjarily reflected in what a person 
does. Subjex:t matter, skills and attitudes are considered' essential 
enablers for performance. But even though they are essential, the'^^ are of 
little value without the performance since they by themselves can not 
satisfy the objectives required of the practitioner, whether he be a pro- 
fessional,' a'scholar, a technician, an artisan, a tradesman or a citizen 
assuming his social. obligations. 

Since its inception a few years ago-, CBE has been steadily making its 
mark upon Araei>ican , education. j;t began with programs to prepare classroom 
teachers in aboujt 1970. In February, 1973, a study of 1200 teacher educa- 
tion institutions reveSled that over 40% either had CBE programs or were ^ 

*in the process of developing them."^ Competency based teacher certification 

^ 2 
was soon mandated in numerous states, and contemplated in many others. 



"^Schmeider, Allen A., Competency-Based Education : The State of the 
Scene . American Association of Colleges for Teacher Education Perform- . 
anced Based Teacher Education Series: Number Nine. Washington, D. C,: 
AACTE, 1973. ^ , • . 



"Wilson, -Alfred P.., and William W. Curtis, *'The States Mandate 
Performance Based Teacher Education, Phi Delta Kappan . September, 1973, 
pp. 76-77. . ^ . - . 



CBE is of course not Jiinited to professional educators. It is a 
suitable approach effective for preparation in any vocational pursuit. It 
is soon likely to bexommon practice in most technical and vocational 
schools, community colleges and even on-the-job training programs in the 
major indust ires and services. Presently there is evidence that it is 
being tried as an approach for the preparation of engineers, chemists, 
physicists, veterinarians, dieticians, business adnfinistrators and others 
m professional and technical fields. 

You may have heard the terra perforraanced based education and this could 
confuse you. Mo,st people use the terras competency b^sed and perforraanced 
based interchangeably. 

Another confusion often exists between the two terms competency based 
^education and competency based licensing or certification. Here there is 
a definite difference and it lies in the common meanings for the words 
- education and licensing . Competency based education prepares a person with 
whatever it is he needs to do his job effectively. Competency based ^ 
licensing gives him authorization to perform the job ^ovided he demonstrates 
that. he can actually do the job effectively. 

Competency based education is therefore not a prerequisite to compe- * 
tency based licensing, no'y is the reverse true, A state licensing agency ' 
can have a competency based licensing pro^gfam for say nurses, dieticians, or 
teachers which will -provide these people with their licenses as soon as they 
demonstrate ^that they are competent. They do not have to jiaye been trained 
in competency based vocational preparation programs. On the other hand, 
any number of inserVice, school or., college vocational preparation programs 

Capie, William and Glenn C, Markl6, Editors, A Model foy the Academic 
, Support of Comp6ten'cy^ Rased Teacher Education . Competency Based Education 
Center and Georgia Science Teacher Project, University of Georgia,, Athens, ^ 
Georgia, 19^74. ' ' ^ ' 
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could.be competency based and the licensing system, if any, could still be 
a convent ion,al approach which gives attention primarily to test scores, 
courses completed, grades earned, and/or the personal recommendation of 
people who know the applicant.., . 
The Assumptions Underlying CBE ^- 

There are three majors assumptions which form, the basis for CBE, None^ 
of them is entirely new. 

The first major assumption is that an educational, program should 
prepare the student with the competencies which he needs to effectively do 
the job which he is learning to do. That is, the base or foundation for 
the whole program, should be the kinds of things a person has to do success- 
fully if he to do the job well when he is on his own. There are 9f 

) 

course many elements to a competency. Performance is only one_. Others 
include knowledge, skills, and attitudes. These will be discussed later. 

The second major assumption is that an educational program should, 
without in any way sacrificing the desired quality of its objective, make 
ithe best use of all of the resources which it has. This includes the 
instructor's time, the student's time, the learning materials, the equipment 
and more. For example, this means that when the program is designed and 
developed it should take into account that students differ in how much 
they know, how they learn, and hov^ fast they learft. It would normally be 
a waste of resources to have all students learning from the same book in the 
same mannei^ and at the same rate. - \^ 

The third basic assumption is that an educational program should be 
designed, developed, implemented and revised by management approaches 
which, while providing for humanization, effectively and efficiently operate 
all of the various parts of the program in concert. By parts of the program 
is .meant such activities as student selection, orientation and induction, * 

G ' 



staff inservice education, program evaluation, student counseling, and of 
course the instructional program per se. For many this means' the use of 
what is popularly called system^ management or management by objectives , 

In short, CBE uses objectives directly related to actually doing a • 
job (not just learning about It),,^ make's realistic allowances for differences 
among learner's -alW is so managed as to conserve available resources — both^ 
^ human and material . ^ . 

These three major assumptions may also be thought of as principles or 

the generalizations which are used as a basis for designing, developing and 

implementing the educational program. They are the ones which distinguish 

CBE from other approaches to education such as the subject matter, core 

or experience approach. CBE h^s a numBer of other principles which are 

not distinguishing, but they are essential if you are to have a good CBE 

program. Many of these essential principles reflect practices which may 

be found'in other approaches to education.* Here are some: 

1. A program should provide 

for differences among learners. 

' . 2. A program should provide for the- 

humanistic development of the learner. 

3. A program should keep up with, the ^ 
changes which are taking place in 
V society. (It should be relevant,) 

/' .4-. A program should be self-improving; 

it should provide 'for its continuous 
.evaluation, feed-back and revision. 



5, 



6, 



A program should be responsible for 
the extent to which capable and willing 
students 'make progress. 

A program should involve in its 
governance anyone who is affected by 
the program. 
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CBE' Program Practices 

Because CBE givfes preference to a particular combination of princi- 
' -5- 



pies, many of its practices differ significantly from those seen in common 



programs. ^ The following list points out how some CBE practices differ 

from th6se found in more eommon educational programs. ' , 

Characteristics of Characteristics of 

CBE Programs * . " ' Common Programs 



The main indicator of the 
student'/S achievement is 
his ability to do the job 
for which he is preparing 
effectively and efficiently. 



The main indicators of the 
student's achieveri\ent are* his 
knowledge* of the subject and 
his ability to tell how the job 
for which he is preparing may 
be done effectively and. effici- 
ently. 



b. Once a, student has demon- 
strated his ability to do- 
the job for which he is 
prep'aring he has completed 
his preparation. Time is 
not a factor. He may finish 
earlier than others or take 
more time than usual if need 
be the case. 



/ 



The student operates within 
specified time limits such as 
academic years, semesters, and 
quarters. Class hour require- 
m'^nts are generally adhered to. 



The criterion of success is 
demonstrating one's ability 
to dc the job. Mastery 
criteria are used to deter- 
mine how well the student 
performs. He must satisfy 
these criteria if he is to 
be considered competent. 



The criteria of success are 
letter grades which indicate ' 
the extent to which the S:tudent 
knows the required, subject 
matter, or has carried out a 
particular learning activity. 



d. Flexible scheduling of 

learning activities is es- 
sential to provide for in- 
dividual differences among 
students. This allows for 
year-round educationr.I 
opportunities and numerous 
possible times for enroll- 
ment. 



Students are scheduled for 
instruction into fairly rigid 
blocks of. time. The academic 
year and infrequent mass regis- 
tration are standard practices. 



J 



Johnson, Charles E., "Competency Based vs. Common Educational , 
Practices." Unpublished manuscript. College of Education, University 
of Georgia, Athens, 1972. A revision was prepared, edited, and has 
been tentatively accepted for publication in Teacher Education Journal 
sometime in 1974-1975. - ^ • 
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There are no fixed' rules 
. as to how, when or where 
learning is to be accom- 
plished • 

Opportunities are provided 
to acquire the performance 
a^ well as other components 
of competencies in practi-' 
cal field experiences of 
on-the-job* 

Learnings (competencies) 
are presented in small 
learning units or modules, 
combinations of which 
help the student acquire 
enablers essential to the 
performance of specific 
competencies . 

Provision is made for 
differences among students 
in their styles of learning 
by providing them with 
various alternate paths 
to acquiring competence • ' 



The criterion for->a "good** 
instructor is the extent " 
to which he is effective 
and efficient in helping 
his students acquire the 
competencies which they 
are seeking • 

There must first be con- 
sensus as to the mission 
of the program; then an 
organization and opera- 
tional strategy which is 
judged as .most effective 
and efficient in fulfilling 
the mission is selected or 
designed and implemented • 
This usually involves all 
who affect or are affected 
by the program • 



e. ,On-campus classroom teaching 

is the most common approach 
to instruction. Lengthy on- 
campus required att,endance - 
is standard. 

f. Practical field experiences 
are limited. 



Learnings (subject matter) 
are organized into courses 
representing academic time 
units. 



h. Lecture-discussion is the 
most common mode of presen- 
tation. It is however sup- 
plemented by seminars, lab- 
-lOratory activities and limited 
field experiences. Little 
attention is given-to the 
student's style of learning. 

i. The criterion for a **good" 
instructor is how much he 
knows about his subject arid 
how well he presents it. 



Management is organized around 
departments and divisions. . 
This organization is regarded 
as that within which the mission 
is most effectively and effici- 
ently fulfilled.. Departments 
and divisions sometimes differ 
"in their interpretation of the 
mission. 
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Criteria for staff selec- 
^ tion are based on the needs 

of the 'instructional com- 
- ponents of the program 
which- affect the learner. 
Differentiated staffing 
for ^instruction and team 
teaching are commonly 
practiced. 

Humanization and person- 
alization ^e systemati- 
cally planned for as an 
integrated part of the 
^educational progrpi. 



Criteria for staff selec- 
tion are usually based on 
department » s needs • Dif- 
ferentiated staffing fo*r in- 
struction and team teaching 
are not commonly practiced. 



Humanization and person- 
alization are endorsed as 
essential but little systematic 
provision is made for it. For 
the most part it is left up 
to the individual instructor 
to respond to student's special 
needs . ' 



Continuous -evaluation, 
feed-back and revision 
of the program are sys- 
^tematically implemented 
by persons who regard this 
as this major concern. 

Specifying the competencies 
to be acquired' by the 
Jeamer (as well-^s all 
other aspects of gdver- 
nance) is- accomplished ^by 
involving practitioners, 
supervisors of practice, 
college instructors and 
professors, the learners, 
and the^ interested com- 
munity — anyone who 
affects or is affected 
by what the student is 
taught . 

^The instructor shares 
accountability with the 
student for the extent 
to which the student ac- 
quires the desired compe- 
tencies within the re- 
strictions suggested by 
the student's ability and 
desire to do so. 



n. 



Program change occurs when 
there appears to be ne^ for 
change. These changes usually 
take the form of innovations 
imposed on the basic pattern. 



Subject matter is selected 
and organized primarily by the 
instructor or professor who 
teaches the course. 



The student is held accountable 
for acquiring the target subject 
matter as organized and pre- 
sented by the instructor. 
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COMPETENCIES 

.. ' ' ' •' ' 

- Nearly everything that we have learned to do could be called a com- 

petency. It is a cpmpetency to skip rope, get a meal, drive a car, read 
a book, play a musical instrument, hit a t?aseball, tie our shoes, or 
take a test. There are hundreds of others. But competency based educa- 
tion is concerned with certain kinds of competencies only those that 
an instructi^onal program is 'designed to help us acquire. Usually competency 
based education is associated with an occupation. Thus, we'^re usually 
talking about" educational programs based on competencies needed by such 
persons as teachers, dentists, carpenters, salesmen, hairdressers, or some 
other profession, trade or technical pursuit. However, it would be quite in 
order to base an educational program on the competencies needed for academic 
liberation, Citizenship, or simply literacy, , 

Note that a competency is something that you' have learned to do. 
For example, if you learned to drive a car you possess that competency. 
However, to drive a car 'from one'T)lace to another is not enough evidence 
in itself for the driver to be declared competent, A person with a little 
luck and some technical Knowledge might make the trip safely but still not 
be a competent driver. He might not be aware of certain laws. He might 
not be respectful of the. highway rights others. He might not know 
enough about highway safety, how to maintain equipment, or how to drive 
vehicles other than the one he drove, 

Most competencies used in technical pursuits. or in professions are 
not quickly and easily acquired. It usually takes cortsiderable practice. 
Thus, some' occupations do not consider their beginners ready to be on- 
their-own until after some designated time period internship or apprentice- 
ship under an experienced licensed professional worker, 

-9- ^ , ^ 
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.The authors define a competency as a rational performance yfiich 

litio 



satisfactorily meets the objective? for a desired conditioi 

Clarifying the key words in the definition, rational means that the 

'I 

performer has direction and purpose. He knows why he is doing what he is 
doing. He may have even developed and considered many alternative strate- ^ 
gies before he selected the one which he uses. 

Performance is what he does. It may be an observable behavior but it 
is usually more than that. It includes such unobservable operations as ^ 
manipulating ideas and the making of judginents and decisions. 

Satisfactorily is used to* indicate that a competency need only be 
adequate or sufficient. By using this word the definition avoids the 
implication that a competency is a highly ''polished" or proficient act. 
At the same time, it suggests that factors associated with efficiency can 

riot be overlooked. 

The term objectives is synonymous with "specifications," which^ indi- 
cates that the hoped for outcomes have been defined in fairly detailed 

terms . ^ , 

A desired condition is a state of existence in which some specific need 
or want is likely to "be satisfied. This need or want might be the changed 
behavior of some individual or group, a tangible product or idea, an 
answer to a question, a means of resolving a problem, or a plan or strategy 
to accomplish some mission. 

There are many different kinds of competencies. There are those 
personal or conunon competencies whieh we use in daily living. They range 



•r 
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• ^Johnson, Charles" E., Gilbert F. Sh'earron and Nancy H. Hensel. 
A Meaning for Competency . A Working Paper. Competency Based Education 
Center, College, of Education, ^University of Georgia, Athens, Georgia, 
pp. '5-6. * 
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from bathing, dressing and getting 'brealcfast to keeping family accounts, 
' making long distance phone calls and rowijig a boat. This book is however 
concerned primarily with those competencies which are used as the bases 
fpr instructional , programs. It focuses primarily on preparation for 
. ofj:cupations. Thus, liere we are mostly concerned with occupational compe- 
tencies . 

• Among occupational competencies some are skill oriented and others 
process orientgd. We also hear about generic competencies and enabling 
Qompetencies. ' 

» 

A skill (oriented) competency is a relatively mechanical act. It is 
usually carried out in just about the same manner each timeT There is 
usually a premium for technical and precision. Illustrations of skill 
competencies include: He tunes pianos. He sets type. He mounts automobil 
:^ires. He operates moti^^ picture projectors. Skill competencies are 
sometimes called technical competencies and are not usually thought of 

requiring a great . deal of originality or. creativity. For example, it 
s not usually a wi3e plan to be creative in threading a motion picture 
projector.' On^Ji^'other hand, a creative contribution by a so-called 
technician can lead to streamlining rather complex technical operations. 

Process competencies differ from the others primarily in, the extent 
tp which they carry with them, the' responsibility for decision making. 
NbCTally they demand the kinds of activities which we associate with 
problem' solving. .These competencies are much more likely to calL upon 
cre^^tivity than dp others. For example, in the medical profession a' key 
process competency is di^^nosing.; another is prescribing. In management,' 
process con.petencies might include Resigning stra.tegies, and in teaching, 
they might include .evaluating learner progress, and identifying learner 
needs. - ' , ■ ^ 

■ ' -11- . ' .■ 



It is probably true that all occupations demand both creative and 
routine behavior, that all .at some time demand that decisions be made 
and that all are at times dependent upon precision • Also, a person might ' 
classify a competency as a skill and later after he has seen it demonstrated 
at a high level of proficiency change his .mind b.ecause of the display of 
problem solving, creativity apd* artistic expression observed. Thus, the 
reader is cautioned against regarding skill and process as discrete terms • 
Such is not intended. When discussing occupational competencies we y 
sometimes hear mention of generic competencies". Generic is just another 
word for general, and' thus generic competencies dre thdse. whl^^h are , 
generally essentia]^ to the occupation. For example, in ^e .profession of 
management there is a generic competency which has to do ju^lth making cost 
analyses. Everyone who is an effective manager should be able to make a 
cost analysis for the operations which are his central concern whether he 
be a manager of an, industrial plant, a food store chain, or a hospital. 
Thus, He makes cost analyses , is a generic competency for managers. 

Most competencies are complex. This is especially true of -wha.t we 

have called process competencies. To carry out "such a competency a * « 

person needs certain specific knowledges, skills, processes and attitudes. 

Some, of them are very obvious and some almost subtle. The amount of each 

of these needed to carry out a competency varies from competency to 

^ ■ . , 

competeiricy. That is, some competencies are more dependent upon "knowledge 

than are others. So also are some more dependent upon process or attitufe 

thaa are others. For example, a technical competency like operating a 

motion picture projector doesn't require tlie variety of knowledge, or depth 

of feeling as ^loes the process competency of designing a module for an 

-electronic unit which meets the specifications suggested by a technical 

' . re^^ort. 
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The diagram on the following page is one used to show the parts o'f 
a process teaching competency.^ In this case the parts are called component 
This diagram shows a relationship among the components but it does- not . 
effectively communicate the notion o'f interrelationship because it • 
graphically separates the so called comppnents one from the others when is 
reality such a separation does not exist. 

The reader must keep in mind that this diagram represents a special- 
ized kind of competency. It is for teachers, thus there are two kinds o^f * ^ 
subjects—- the subjects they teach, and the subject of how to teach. 
Also, it is representative of a process competency as distinguished from a 
skill competency; thus, the area representing performance is proportionally 
smaller than it would have been^had it been skill or technique oriented. 

Each occupation probably has need to construct a graphic representation 
of what it regards to be the anatomy of its competencies. The chart in 
figure 1 has proved helpful in analyzing into elements those generic 
process competencies most frequently recognized as essential to teaching. 



Johnson, Charles E.> Gilbert F, Shearron and-Nancy H. Hensel, 
A Meaning for Competency , Competency Based Education Center, College of 
Education, University of Georgia, Athens, Georgia, 27 pages. 
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MORE ABOUT COMPETENCIES 



*-iy simple observirrg someone carrying out a job we can^not be .certain, 
that he has a particular competency, 'lie may only seem to" have it. Sometimes 



we; refer to such a person' as one" who *'tal-ks a good game". We might*^also. 

Call him an "actor", because acting ^is an example 'of a situaUon where we 

are supposed to attribute competencies to people who seldom really possess ^ 

them. 'For example, TV "doctors", "lawyers" and "detectives" are not likely 

to be competent in these occupations in real life. It we want to be certain ' 

that a person is competent we must take into -account all of the dimensions 

of the competency^and carefully examine such aspects of Ms being as what 

/ 

he does, what .he knows, and how he feels. ' It is onl^ 'thfen that we can tell 
whether or not he is really competent. 

As regards, competent behavior it may also be obsel^ved' that people 
differ in ithe style or manner in which they carry out competencies. This i'^ 
especial\y trlie of what we have called proc*ess competencies. The principle ^ 
of individual differences applies here just as it does to all other human ^ 
behavior. Rersonalities, values, aptitudes, special skills, ^ experience 
all affect the ways in which a person conducts himself as he eng^agtfs^n a ' * 
competency. The more complex, creative, or "process oriented" the ^competency 
the more likely it is to be implemented in a different fd^hion each time 
it is carried out 'even by.the same person. 

Most people must prac^i;;^e or use a competency if they expect to refain J 
it. As with any other human behavior if we do not practice it or -if we 
acquire some physical or mental handicap which interferes with our perform-* 

ance. we tend to become less effective. No matter how infrequently we use 

/ , • 

a competency or how drastic the interference over a period of time we. ' 
usually retain some of the elements; thus* we have not lost it altogether. 
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Therefore, a person has not changed a great deal mentally or physica^lly 

-# » > 

over the period of time during which he has not used a particular competency, 

he will probably find i't relatively easy to regain. 

However, in any technical or professional endeavor conditions are 
changing rapidly and modifications of competent performances as well as 
new competencies are being introduce^! from time to time. Thus, we must 
carefully validate by evaluation any person who purports to have reclaimed 
a competency he has once had, to be certain that he possesses it as it 'is 
>needed for current practice. 

Personal attributes are sometimes confused with < occupational' competen- . 

x:ies because both are .important to occupatioYial performance^ For example, 

to be c6nscientious, 'to have empathy, to have- feelings of acceptance for 

others, or to be interested in your job are personal attributes. TJiey 

* ' * " " ' * , * 

may be essential to your job but they, in and of .themselves, are not 

occupational competencies, ftr. example, being tall is a rather well accepted 
requiremejjt for.' a professional^^&asketball player; hereX being tall is a. 
physical persona- attributef^ it is ndt .a c^|rofetency. It is a conditiorf^ 
that permits one to acquire and carry out c|^ain competencies related to 
playing basketball. Here is another example: there could bfe an'elementary 
school teacher, who proficiently' specifies learning objectives, .selects^ 
appropriatte materials and designs efficient learning activities, but i-s 
ineffective in teaching children because he or she lacks', sufficient empathy, 
acceptance and love tS effectively gu^de children toward the goals of- the^ 
educational program. - / i ; 

What appears to, be one difference between personal attributes ajid 
competencies is that most people agree. that whereas occupational compe- 
tencies are learned and can be taught (provided the students have normal 
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aptitudes for thj5 job) most^personal attributes either can not be taught^ 
i - ' . . 

or are very difficult to teach in a short time. For example, height and 
color of skin iare fairly gbod' examples of some personal characteristics 
which most bglieve can not be changed by education. On the other hand there 
is dispute regarding such characteristics as conscientiousness, industry, and 
ambition. Some would maintain that^ educatiorfal programs in technical and 
professional school^ can and should teach these personal characteristics.- 
Others say sued schools should select students who already have these perso- 
nal characteristics and thus saye time, concentrating on helping these better 
qualified studLnts acquire- the occupational competencies they need. 

There ^rd thos.e who single ;out artistic aptitudes as 'different from 
other persona] attributes. They hold that the basic "talent" needed to 
perform effectively in such arts as music, dance and design can not be taught 
effectively tlirough instructional programs. They believe that one should 
attempt to define the artistic qualities needed for any particular occupation 
and then select candidates who have the artistic aptitude or potential for 
it. For them this 'is preferably to admitting "just anyone" to the program 
and then attempting to instill in that person the potential or the charac- 
teristic itselfr 

It may be that someday we wilJL find that any personal. *j;haracteristic 
can be learned with the efforts of skilled teachers. However, some persons 
have more potential for acquiring particular characteristics- than do others. 
Therefore, the basis" for decision. rests on the availability of resources 
and tAe extent to which potential can be identified in a huiiiati being. 

In general it is probably a simpler mattex.to helj) someone acquire an 
occupational competency than it is to change his personal attributes. Therts.-. 
fore, it is recommended that an selecting persons fox a technical or pro- 



-17- 



19 



fessional pursuit that consideration be given to selecting* persons who- 
already have the required personal attributes, or are favorably disposed 
• taWard'^acquiring them. ' - ^ - 

'■■ PREPARING STATEMENTS FOR,, COMPETENCIES 

A statement of z competency is only a name /(or graphic^'referent) 
for a complex perforraancq. Eor example, let's consider: The competent 
sales manager designs sales 4)romotion strategies . If we were to design an- 
educational program around a set of competencies which includes this one. 
we would have to know a great deal more than is contained in this statement 
.per se. We would have to know what facts, skills, processes and attributes 
are essential to the performance of this competency. Indeed one could 
compile a voluminous list of facts alone that some would declare essential 
to the functioning of this compete^ncy* In addition, there are the skills, 
processes, attitudes and the unified whole which is the competency itse-lf . 
Thus, to plan programs we must recognize the differences between a state- 
ment of a competency and the competenpy itself. 

Another important reason why it is necessary to distinguish between 
a statement of a competency and its conceptual model is that were jve to 
prepare someone to do only what the statement says, we would be in no danger 
of training persons to act like they are competent rather than to act 
competently. ^ * ' i 

in general a statement of a competency is a referent for what a 

person does to accomplish one out of many major tasks which are^ in concert, 

^ \ 

judged by recognized authorities to be essential for him to perform accept- 
ably if\^he is to be .considered a satisfactory worker. In general, it 

focuses on vdiat he does. For examples: 

. *• 
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--Drives a tractor 



/"Prepares reports o^chemical analyses. , 



— Operates common creamery equipment. 



Drafts architectural plans for homes'. 



"Repairs automobile "fiat tires". 



—Replaces tailpipes and mufflers. on automobiles. 

'We underscored the words "one out of many major tasks" in the above 
.paragraph to call your attention to the fact that* normally we make lists of 
many different competencies needed to carry out a particular job. But, 
what to one person is a single competency might to another. person be the 
whole job. Any one of the competencies suggested above could be a job in 
and af itself. On the other hand, it could be one part o^^another job. In 
the task of specifying competencie^ we must first determine the limits of 



the job* Then and then only can we break it down into its components whidh 
here we are calling competencies. - 

Note also that in writing^the ablpve illustrative competencies the authors 
have prefered to state them in the present tense in sueh a fashion as to 
describe what is happening when the competency is being carried out. An 
English teacher described it the authors thus, "The predicate of the 
statement uses an actiVfe, present tense, third person singular form of a 
verb which depicts action." Needless to say the authors prefer to think of 
it simply by the earlier statement, but respect the grammarian's analysis. 

Another point to observe is that these competency statements are so 
worded that they suggest the performance of the worker rather than that of 
the instructor ox some other person in the learning environment. 

In considering what makes a goo3^ statements of a, competency we should 

consider for a mofnent what kinds of statements are sometimes confused with 

<^ ♦ 

statements of 'competencies'. For examples: -> 
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—A statement which tells how much the worker knows about what he is doing. 
—A statement which tells how well the worker thinks. 

—A statement which tells how fine the worker's personal qualities 

(dependability, conscientiousness, courteousness, vigorousness , etc.) are. 

—A statement which describes a leading activity which the worker should 
carry out in order to acquire a competency or to improve in it. 

—A statement which tells how the worker feels about his job or people and 
things associated with his job. 

—A description of a relatively simple skill which is necessary if the 
worker is to effectively carry out the competency. (For example, thread- 
ing a motion picture projector ^ more of a minor skill than a competency 
if the competency is concerned with operating various communication 
media equipments) 

Because competency statements are relatively broad statements which 
serve, only as referents for the more complete competency itself, it is 
necessary to prepare more detailed descriptive statements which help others 
understand what we mean when we use the competency statement. Thus, one 
normally finds many paragraphs of narrative on file in some location which, 
tell what the statement of a competency represents in concept. One tool ' 
,often used to assist in this process is an indicator . An indicator is a 
referent for an occurrence, product, or human acf which provides evidence 
that the competency with which it is associated has been or is* being perform- 
ed. , 



CLASSIFYING COMPHTENCIliS 

Tlie preceding pages have outlined four sources for identifying compe- 

tencies for, any given occupation. There are, of course^more especially 

wh^n attention is given to the major concerns of particular occupations in 
contrast to others. For example, one might consider the Goals of American 
education as an initial source for the competencies needed by public school 
teachers,' or one might give considerably more attention to personal safety 
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and health when specifying" competencies for ''dangerous occupations". As 
more sources are considered, the task of ordering and/or classifying the 
compe'tencies becomes greater • 

Figure 2. shows the highlights of a process by which competencies may 
.be classified. It begins with the aforementioned sources. Each source makes 
its contribution to a pool of statements. From the pool, the statements are 
drawn and classified. In the process of classification, duplicates are 
discarded and those remaining are edited and sorted into what evolves as 
"areas of competence". Within each area of competence for the occupation 
one finds more specific statements which are representative of competencies. 
These competencies may then be represented by more detailed statements which 
resemble criteria in that they are the specifics which represent the compe- 
tency. ' 

Practically, this process of sorting and classifying' is lengthy and 
much more arbitrary than the above discourse. suggests. In general, it pro- 
vides a workable list of competencies with a breakdown of enablers and 
criteria, but as yet the authors (who have follojved this process with a 
number of groups) have never experienced a neat fallout of statements into 
clearly identifiable packages with orderly arranged sub-points. ^ 

SOME SOURCES USED FOR' IDENTIFYING COMPETENCIES" 

The competencies needed to form the basis for an instructional prograift 
may come from many different sources. There j.s probably no one source 
which is best. It is the responsibility of those who are to specify tl)e 
competencies to select the sources and. define the procedures which, in 
their opinion, will best satisfy their 'needs. 

Four sources for identifying competencies are presented and briefly 

a 
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" discussed on.the pages which follow. -The four are: Analysis of Perform- 
. ances. Analysis of a Job Desciription, Product Analysis, and Consensus. 

Analysis of Performances - \^ 

, analysis of p erformances method is simply observing workers on the 

job and preparing a comprehensive list of all" the tasks. which they do. For 
^ example, making a list _of all the' tasks performed by a group of plumbers in 
a-week or a month would reveal mpst of the specific skills and abilities 
plumbers in general must have in order to fulfill the demands of that 
skilled occupation.' This list yields valuable data for specifying compe-' 
tenches essential to specific occupations, but should never be regarded as 

adequate sole source. \ 
. the strength of this^ method^il that it includes the actual demands of 
the eHTire job. It does not reveal just those which some teacher "thought" 
were. important enough to include in the instructional program. 

Analysis of Job Descriptions 

It is not unusual today to find that the responsibilities of particular 
jobs within a profession or technology have been summarized in job descrip- 
tions. Consulting' this source frequently suggests essential occupational ,, 
competehcies. Figure, 3 is a job description written for a photographer 
employed by a university. The following are illustrative of the competen- 
cies that are suggested by the contents of this description: 

1. He photographs activities in still and motion pictures: in color 
and in black and white. 



2. He makes photographic reproductions of .typed copy, drawings - 
photographs and other materials for the preparation of visual aids 
slides and/transparancies, or for reproduction in" education and ' 
scientific journals. , • ■* . . 

3. He maintains effective working relationships with the staff. , 

4. He maintains the photographic equipment in good order. 
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UNIVERSITY PHOTOGRAPHER 



NATURE OF WORK 

This is skilled work in all phases o£ commerical-type photography. 

Work involves a variety of photographic' assignments, including still 
and motion picture photography, in black-and-white and color. The 
employee operates a number of still and motion picture cameras, micro- 
film cameras, and a variety of studio and darkroom equipment. Work is 
carried out with considerable technical independence. Work is ^reviewed 
by observation of results. " 

ILLUSTRATIVE EXAMPLES OF WORK 

Photographs assigned activities of the University in still and motion 
pictures and in color or black-and-white for public relations purposes. 

Makes photographic reproductions of ^typed copy, drawings, photographs 
and other materials for the preparation of visual aids, slides and trans- 
parencies, or for reproduction in edjucation and scientific journals. 

Processes and prints films; employs special skilj.s such ,as micro- 
photography; microfilms newspapers and booksf 

DESIRABLE l(NOWLEDGES, ABILITIES AND SKILLS' ^ ^ » 

Considerable Jcnowledge of tl^e techniques, equipment and materials 
used in modern photography. ' '"^^ ^tJ?.^ 

Considerable knowledge of the methods and tecliniqu^>used in' devel-^ 
oping and processing films. ' . 

Ability to operate a variety of photographic equipment and Achieve 
acceptable prints , ' ' , , . 

Ability to photograph and edit motion pictures of various events and 
projects. . ' ' ^ 

Ability to prepare photogra^jiic material for reproduction. . 
. Ability to maintain'^effective working relationships With staff. - 

Skill in the use and maintenance of photographic equipment. 

DESIRABLE TRAINING AND EXPERIENCE ' -V ... 

Graduation from a standard high school or vocational schooi, and . - 
considerable experience^ in commercial photography, or any equivalent; , 
combination of training and experience. " * ' 



Figure 3 



o ^ . ■ -24- ' on 



= > ^^.^-^ jj€H^4i^g==and. splices- motion pictures 

Here again is a source which is productive, as are others, bu^ should 
' not be considered an adec(u^te singlef source. 

- Product Analyses 

' Product analysis when used with reference to specifying vocational 

s 

coinpBtencies for an educational program means examining a product to deter- 
mine what h iiTnan prnrf>«;<;F>c; w erft invnlvft d "in creating it. n^ ner^Uy we think 
of a product in manufactUrirtg terms; for examples, boxes of cereal, cans 
of paint, buijlding blocks, and pencils* However, a product can be anything 
that is produced as a result of the workers efforts and skills. For the 
cabinet maker it might be a complex of hand made cabinets. For the mechanic 
it might be a. well tuned engine. For the dental te<;hnician it might be a 
healthy and clean set of teeth. For the English teacher it might be a^ 
student *s creative poem. Fof the soloist it might be a stage performance. 
In each case, if product analysis were used to determine the vocational 
competencies, the question asked would be, "What human processes were 
essential for the creation of this product?" 

— Consensus - _ . „ „ _ . 



Si ^ 

When using consensus for specifying competencies, one brings tqgether 
a group of specialists in a certain field. Structural engineers,, for 
example, get together in a relaxed atmosphere and brainstorm" with each 

other as to what kinds of characteristics an engineer ought to have if he 

" ^ ^ \ ^ ^ . ' ' ' 

is to be a qualified member of their profession. The brainstorming must be 
lirilited to what the engineer should be expected to do, not what he knows, 
pifl^ing thQ reflective thoughlr^process^ the suggested competencies are 
listei!.. *^ ' • ' 
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REVIEWING AND REVISING COMPETENCIES 



When an instructional program has been in operation for^ sufficient 
allow its "graduates" experience in practical situations, it is 
ible to visit and oh.serve these-. trained workers for the purpose of 
leterraining the success of the program. Such observations will normally 
yield data Which suggesd: tRat some aspects of the program need correcting. 




sk)metimes these are the competencies which are the basis of the program^ 
For>^caj^le, it may be found that certain compete .-*ies whiqh were taught ' 
were not the ones the workers needed, or what they learned to do was not 
precisely what was needed for their particular situation. Tlie^e observations 
provide important feedback, and. on this basis competencies can be revised. 
A discrepancy between. what was thought to be needed and what was actually- 
needed on the job can result from a number of things misunderstanding's, 

oversights or changing condition's. So without reworking the entire program, 
certain competencies can be respecified to accommodate the weaknesses of 
the program. » < ' 

Another Vondition where competencies may have to be Revised, occurs ^ ' 
when there is a discrepancy between what was specified to be acquired and 
what was actually acquired. If the same results occur during retraining^ 
especiklly retraining under new conditions, the competency may be suspect. 

A third condijtion which will demand atten-tion is where a student has 
acquired the competency in training and .demonstrates it with adequate 
proficiency but has no use for it on thje job. These three conditions 

V 

suggest that there are likely to be many more. 
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A dlOSING NOTE • ' 

This book deals primarily with one aspect of competency based educa- 
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^SSsaX^^^ficgSS^ftt^ in educational programs designed to 



guid^ le&rndrs in preparing for vocational pursuits ♦ It gives only a 
brief theoretical and technical overview of the nature of CBE, There is 
much more to CBE. than one finds here/ Other components of CBE which 
should be explored are;, managesient and governance; management of instruc- 
tion; sequencing the enabling competencies for instruction; learner 
selection, induction and orientation; evaluation of the learner, and 



evaluation of the program. 
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